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ABSTRACT

The human resource in any fire department is the most vauable asset it has. Fire department
battaion chiefs are key personnd with significant respongbility for the support, development and training
of personnel under their command. In addition, the battalion chiefs provide akey link between theline
personnd and fire adminigtration.

The Bellevue Fire Department has experienced tremendous growth in on-duty resources and
gaffing under one 24 hour Operations Battaion Chief, which has become problemdtic. It isthe authors
belief that due to the excessive span of contral, fire department Battaion Chiefs are unable to
adequately assst employees to redlize their full potentia, which impacts daily operations and the
employees they supervise,

The author attempts to lay a foundation that examines the benefits for increasing the
department’ s daily battalion chief saffing. The problem was that the Bellevue Fire Department
continues to have nine fire gations, three emergency medica services (EMS) gations, creeting avery
broad span-of-control for asingle battaion chief; the department needs to be reorganized from one to
two battalions. The purpose of this applied research project was to demonstrate the need, and develop
aplan, to reorganize the Bellevue Fire Department into two battalions. The research questions were:

1. What assgned activities'responsihilities for Battalion Chiefs are consdered critica but

inadequately addressed due to limitations on the battalion chiefs time?

2. How will reorganization into two bettalions address the limitations of the bettalion chiefs

time?
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3. How are other fire departments in the immediate areaand of Smilar Sze organized?

This research paper employed action research to identify issues precluding frequent contact,
training and personnel development due to the time congtraints caused by an excessive span of-control.

The literature review provided a compilation of information that outlined the sgnificant respongbilities

and issues to be consdered when determining the level of battalion chief saffing. The author researched
the battaion chief to sation ratio of other fire departments of like size and found that as organizations
increase in Sze, the number of stations battalion chiefs are responsible to oversee decreases.

Based on the research, it is recommended that the Bellevue Fire Department with ninefire
dations and three EM S gtations, be reorganized from one to two battaions. Doing so, will reduce an
otherwise excessive gpan of contral, yielding the benefits of improved firefighter safety, improve training

opportunities, and enhance employee devel opment.
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INTRODUCTION

The fire department of Bedllevue, Washington, is a progressive municipa fire organization
founded and organized in 1965. In the beginning, the City of Bdlevue was primarily a bedroom
community with avery modest commercid base. Today things are very different. Bdlevueisawork
destination point with high-rise office buildings, light commercia/industrid sections and avery substantia
retal digtrict.

The Department opened its doors on January 1, 1965 with one fire station, Staffed by three
firefighters and one battaion chief on duty 24 hoursaday. Inthefirs year of operation, thefire
department answered 253 calls for service, with 18 of them being for emergency medical services
(EMS).

Over the next decade two significant events were the catdyst for growth; Medic 1 and the
adoption of afire master plan which was preceded by a sgnificant structure fire in a multi-family
Sructurein 1978. With support from citizens and medical professonds, and public demand for high
quality out-of-hospital emergency medica care, Bellevue sarted the first Medic 1 program outside the
City of Seettle. The Bellevue program became the firgt city in the area (King County) to follow the
ground breaking leadership of the City of Sesttle.

The inception of Medic One had a dramétic effect on requests for emergency servicesin
Bdlevue. The organization grew quickly from a one station, one battaion chief fire department, to the
nine fire gation, three EMS gtation, single battaion, full service fire department it is today. The
growth of the fire department was the result of careful and thoughtful planning. In 1979, the fire

department and the City Council adopted a Fire Master Plan. The master plan was
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one of the firg such planning documents of itskind in the country. A dramatic fire occurred in 1978

and was the catdys for the departments expansion. At the fire, it was evident that the department was
severdy undergaffed and careful planning was in order to provide for quality fire protection services.
The primary focus of the fire plan was for fire protection services, and was developed to design afire
department that could respond to fire and EMS calls within four to five minutes. The 1979 Fire Master
Plan dlowed policy makers to make a conscious decision about the level of service and the levd or risk
they were willing to take. The department’sinitia rolein EMS was for basic life support (BLS) only. In
1972, the department improved the level of EM S care to include advanced life support (ALS); the leve
of carethat it continues to provide today.

The problem isthat the Bellevue Fire Department continues to have nine fire gations, three
EMS dations, creating a very broad spanof-control for asingle battdion chief; the department needs to
be reorganized from one to two bettalions. This Stuation ishighly problematic if the Bellevue Fire
Department isto maximize its potentid. The purpose of this applied research project will be to
demondrate the need, and develop a plan, to implement the reorganization of the Bellevue Fire
Department into two battalions. Action research methods were utilized to develop this report. This
study conssted of aliterary review of published documents from Executive Fire Officer candidates,
multiple books from a variety of fire service and genera government materias, and research that
included telephone research of other fire departments, including interviews of fire department battaion
chiefsto answer the following questions:

1 What assigned activities/responghilities for battalion chiefs are congdered critica



but inadequately address due to the limitations on the battdion chiefs time?
2. How will reorganization into two battalions address the limitations on the battalion chiefs
time?

3. How are other fire departments in the immediate areaand of Smilar Sze organized?



BACKGROUND AND SIGNIFICANCE

The primary reason for the existence of acity isto provide basic services which include fire
protection. The provison of fire protection services reflects the respongbility of acity and thereisa
strong relationship between the generd character of a community, which indludes its economic vitdity,
and itsfire protection and emergency medica services. City Council action dlocates taxpayer dollarsto
provide essentid physica resources and facilities (e.g., fire gpparatus, emergency medica units, fire
stations and equipment), but it is the human resources who are required to maximize the services
available with the resources provided.

Organized in 1965, the Bellevue Fire Department provided fire protection and EMS services to
an area gpproximately 21 square miles with a population of 20,000. Thisincluded Bellevue resdents
and to those of 9x adjacent communities. Services were provided from one staffed fire station housing
one engine, one ladder truck, with three firefighters, and one battaion chief, and one volunteer fire
gation. Inthefirst year of operation, the department responded to 253 darms of which 18 were EMS
related.

The Training Divison was a key component in the inception of the Fire Department. Staffed
with one battdion chief on a40 hour work week, the Training Divison worked with operations
personnel on adaily basis.

In 1969 the City began to experience multiple annexations that required additiona 24 hour staff.

In 1972 the Training Divison taff was increased to two members (one battalion chief and onefire
lieutenant). The operations divison (now caled a bureau) was now comprised of three fire gations

(three engine companies) and one battalion chief.



Over the next 20 years the City’ s demographics changed dramaticaly. The City was

transformed from a suburban bedroom community to a urban employment and retail center with multiple

high-rise buildings. The politica climate and make-up of the City Council has dways been

characterized as consarvative. Competition for budget dollars continues across al City departments

and there isareluctance to add full-time personnd.

The fire department was aggressive about securing contracts for service with anew city on its

south border, and contracts with the county organization for AL S services have been added to the

department responsibilities. The additions have resulted in a service areafor fire protection and EM S of
over 45 sguare miles and 130,000 people (301 square miles and 255,000 people for ALS). 1n 1998

there were 15,685 alarms. The on-duty battaion and training division uniformed staff has remained

unchanged for over 20 years.

Year BC On-Duty Traning Alarm Activity Sations
1965 1 1 253 1
1969 1 1 953 3
1972 1 2 1,852 4
1977 1 2 3,755 6
1983 1 2 6,053 8
1990 1 2 10,437 9
1992 1 2 11,492 10
1997 1 2 14,985 12*

*

Hospitd, in Issaguah, Washington and North Bend, Washington.

Fire Department staffs nine fire stations and paramedic facilities at Overlake
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The above graph illustrates the growth the department has experienced since 1965. As
illustrated, the demand for service, the increase in saff, respongbilities and the number of fire gationsis
an impediment to maximizing the employees potentid for battaion chiefs in deveoping personnd under
their command. The net effect islong distance supervison, infrequent beattdion level training and
increased stress to upper management (Deputy Chiefs). The Deputy Chiefs do not have enough staff
chief officersto assst in the workload created by alarge organization with asmall adminidrative staff.
Increasing the number of Battalion Chiefs would aso assst the Deputy Chiefsin managing collaterd
responghilities such as the hazardous materids response team, technical rescue and the youth explorer
post.

There is ahuge cogt to the organization due to the smadl sze of fire adminigtration. Lack of
organizationd effectiveness can be described in lost opportunities. These lost opportunities can be
measured in terms of “items |eft on the table’. Inadequate Battalion Chief staffing precludes innovation,
increased training and effective research and development.

In March, 1998, the Bedllevue Fire Department achieved the status of an accredited agency from
the Commission on Fire Accreditation Internationd. The Bellevue Fire Department was one of the first
three departments accredited following aphaand betatest Stes. At the time of accreditation, the
department was the first on the west coast, and one of only eight fire departments in the world.

The fire department battaion chiefs assgned to the operations bureau have sgnificant
responsibility. As gated in the City Bellevue job description for battaion chiefs (Cizy of Bellevue,
1984):

1 Direct and coordinate battalion staff in fire suppresson, emergency medica and
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related disaster efforts.

Maintains discipline and morae and eva uates staff performance.

3. Plans and supervises the training of saff in emergency control; conducts smulated
exercises; conducts safety ingpections.

4, Takes command &t fire scenes, controls and directs the physica environment
surrounding an emergency scene.

5. Performs other adminigrative duties such as preparing specid reports, planning for new
equipment and gpparatus, promoting public relations and keeping routine records.

N

The span-of-contral for one battalion chief is chalenged with eight engine companies, one light
force (truck company), four ALS units, two (BLS) units and one Medical Services Officer (MSO;
paramedic supervisor). In addition, thereisan intrinsic need for “contact” between battalion chiefs and
subordinate personnel. As a supervisor, the battalion chiefs have a duty to develop, coach and counsdl
employees whom they directly supervise.

The Bdlevue Fire Department Standard Operating Procedures, Article 200, Section 2,
Subsection 6.3.6 Sates, “Bataion Chiefs shall have administrative supervision of officers, employees,
gations, companies and equipment as assigned by the Fire Chief”. Magor work initiatives, changein
policy and training can not happen quickly. Time, schedules, travel distances and assigned work
sgnificantly impact organizationd effectiveness. A needs analysisfor atenth fire dation is scheduled for
2004, which if gpproved, would be located in the Central Business Didrict.

Washington Administrative Code 296-305-05501, Fire Training states:

(1) All members who engage in emergency operations shal be trained commensurate with their

duties and respongbilities. Training shal be as frequent as necessary to ensure dl members can

perform their assigned duties in a safe and competent manner but shall not be less than the
frequencies specified in this sandard. Minimum training shall be as specified in this part.

The battdion chief to company/station ration precludes regular training opportunities
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with the platoon operations battalion chief.

In addition to routine training, fire battaion chiefs “shdl have responsible supervison of the

extinguishment of fires and saving of lives and property until rdieved by aranking officer” (Bellevue

Fire Department Standard Operating Procedures, Article 100, Section 2, Subsection 6.3.2). With

only one battaion chief on-duty during a 24 hour period, al aspects of emergency operations which

include incident command, communication, strategy and tactics, deployment of and alocation of

resources, and strategy and tactics reside with the on-duty bettdion chief. Asthe primary incident

commander thefallowing Washington Administrative Code (WAC) 296-305-05001, Emergency

Fireground Operations - Structural apply:

2 At an emergency incident, the incident commander shdl be responsible for the  overdl
safety of dl membersand al activities occurring at the scene.
3 All emergency incidents shdl be managed by an incident commander shdl be
edtablish an organization with sufficient supervisory personnd to control the position and
function of al members operating at the scene and to ensure al safety requirements are satisfied.
4 At an emergency incident, the incident commander shdl have the responsibility  to:

@
(b)
(©
(d)
(€

(f)
()

Assume and confirm command and take an effective command position.
Perform Stuation evauation that includes risk management.

Initiate, maintain, and control incident communication.

Develop an overdl drategy and attack plan and assign units to operations.
Develop an action incident organization by managing resources, maintaining an
effective gpace of control, and maintaining direct supervison over the entire
incident by creating geographical and/or functiond areas as appropriate for the
scope and size of the incident.

Review, evauate, and revise the operationd as required.

Continue, transfer, and terminate command.

The addition of a second on-duty beattalion chief (reorganizing from one to two bettalions)

represents a sgnificant opportunity to improve organizational communications and effectiveness. A

reduction in the span of control would provide additiona on-scene command Steff, increase
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training opportunities, improved safety, and increased contact with supervisors and employees.
Maintaining only one on-duty battalion chief in the face of increased darm activity and increased training
requirements is an impediment to maximizing the battalion chiefs full potentid to assst personnel under
their command.

This research project is closdly reated to the following units in the Executive Devel opment

course; “Working asa Team”, “Research” and “Following and Leading”.

LITERATURE REVIEW

In most communities, public safety services (fire and police protection) represent the number
one priority for funding. Asthe scope of services that fire departments provide changes, misson
satements and the targets they represent become more broad. These changing roles and the
complexity of issues require frequent interaction with employees for development and sdf-actudization.

In assessing aneed for change in the operations bureau of the Belevue Fire Department, this study
reviewed several sources.

“Public Safety is seen as the most important City Council god followed by protecting the
livability and vitdity of the City’s neighborhoods.” (Gilmore. June, 1996) Approximately 85% to 90%
of atypicd fire department’s budget is for its human resources. Because of this tremendous
commitment, effective management of personnd is criticdl.

It is the human resource in every fire department that determine the qudity of service.
“Responding to firesis not only the most important service to residents but also one with which they are
most satisfied.” (Gilmore. June, 1996)
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The battalion chiefs assgned to the operations bureau have a broad span-of-control and
ggnificant reponghbility. Battdion Chiefs direct and coordinate battalion staff in fire suppression,
emergency medicad and related efforts, maintain discipline and morae, evduate Saff, plan and supervise
the training of staff in emergency control, conduct smulated exercise, conduct safety inspections, take
command &t fire scenes, controls and directs the physica environment surrounding an emergency scene,
and performs other adminigtrative duties such as preparing pecia reports, planning for new equipment
and apparatus, promoting public relations and keeping routine records. (City of Bellevue, 1984)

The difference between a successful innovation and an unsuccessful atempt to innovate quite
often liesin the capabilities (or lack of them) of management personnel within a particular fire
department. “A subordinate/supervisor relaionship is necessary to function effectively during emergency
operations. Itisasoimportant during daily operations among stations and teams of personnd.”

(ICMA, p. 68) No change can be initiated without the participation of key personnd in the organization.
In most fire departments, and especidly in Bellevue, because of the unique rationship between labor
and adminigtration, the battalion chiefs represent these key personnd.

Rdationshipsin the fire service are critical. According to Thomas J. Tdlon, Battalion Chief, Sdt
Lake City Fire Department, states, “Leadership dways has and dways will be based upon
interpersona trust and mutual respect. It is aone-to-one, face-to-face, heart-to-heart rdationship.
(Tdlon, 1996) Should the span of control continue to increase, the effectiveness of the middle
management isdiminished. “Asmunicipa governments and fire departments trangition to flattened

hierarchies, they are redizing that flatter is not necessarily better”.
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(Reynolds, 1993)

Battdion Chiefs are key employees for developing personnd under their command. Negative
impacts result when long distant supervison is required, which can occur when the span of control
between a battalion chief and assigned battalion personnd is excessve. “ The span-of-control should
a0 be limited to the number of individuas with whom the officer should and can have frequent contact,
balanced againgt the need for broad communications in the organizations.” (Reynolds, 1993)

An essentid component to managing the human resourcesin any fire department is dso the
assurance of awell-trained workforce. The emergency environment encountered by fire service
personnel is becoming more complex and utilizes more “high-tech” equipment than the previous
generation. “As organizations grow larger there tends to be more need for specidization, with a
corresponding need for new levels of supervison and management”. (Coleman & Granito. Managing
Fire Services, p. 57)

In addition to forma training by company officers and battdion chiefs, employees are
encouraged to pursue educationa opportunities both on and off the job.

It isimportant that you encourage employees to learn more about the work they do, that you

train them in new ideas and new methods, and that you help to keep with new developments

and to understand that new developments can change the nature of the job or do away with a

job entirdly. Beyond that it isimportant for you and for them to understand that change is

normd - especidly today - and may be avery good thing.

(ICMA, p. 19)

The Bdlevue Fire Department has had two uniformed employees assigned to the Training

Divison since 1972. At the time there were 65 personnel. Since then, incrementaly, staff has
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been added (one). In 1998, there are 192 personnd and the uniformed training Saff remains the same.
WAC 296-305, Safety Standards for Firefighters, 296-305-05501, Fire Training requires:

Q) All members who engage in emergency operations shdl be trained commensurate with
their duties and responsibilities. Training shal be as frequent as necessary to ensure dl
members can perform their assgned duties in a safe and competent manner but shdl not
be less than the frequencies specified in this sandard....

Aslocd funding for fire and emergency services diminishes, middle management can become an easy
target. Ronny J. Coleman in Managing Fire Services Satesthe following:

While it remains the chief executive s respongbility to motivate top management, the assistant
deputy or battalion chiefs should, in turn, influence middle management  personnd by providing
them with an environment in which they can achieve greater influence, both upward and
downward, and in which they can become key implementors and communicators.

Middle management personnd, in turn, are responsible for increasing opportunities for
nonmanageria employees to participate in the change process. Nonmanageria employees
should be fully advised to the details of the contemplated change, the reasons for the change, the

expected dterations in the work program, and the advantages to be gained throughout the
organization. (p. 412)

Department Standard Operating Procedures guide employees and provide the framework for
discipline, mutua respect, work practices and general conduct. State Satute outlines training and
response requirements, and administration is regponsible to see that line personnd receive the necessary

support to be successful.

According to the Internationa City Managers Association (ICMA), the entire fire control
organization exigts for the purpose of controlling and extinguishing fire, providing rescue services
and performing other related duties to prevent fire. All command and adminigtrative personnel
exig for the main purpose of supporting field operations through directing, coordinating, and
evauating the effective use of the fire company. A lack of understanding this relationship often
leads to ineffective effort, decrease in morale, and agenerd reluctance to participatein a
meaningful and professond manner. (Reynolds, 1993)
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Times are changing and so are the people entering the fire service. Often referred to as*twenty
somethings’. Diverse backgrounds, diverse values and differing attitudes require maximum attention to
the work environment.
Todays workers d o differ from their counterparts of a generation ago in thet they are likely to
be better educated, more independent, more assertive, and more inquiditive- and to expect
more of their society. They want to participate, be important, and be involved. In other words,
they expect and demand “apiece of the action.” All of this means that supervisors need to give
employees the opportunity to beingtinctive, to have a sense of belonging. (/CMA, p. 16)
Employees represent approximately 85% to 90% of mogt fire department budgets. The
management of this commitment is essentia. In day to day operation the battalion chief represent akey
link to the employees. Effective Supervisory Practice, Second Edition. ICMA dates:
Today’ s effective supervisor recognize the redlity of the new vaues and attitudes and then tries
to find ways of effectively deding with al employees - ways that are acceptable to them. This
means building good relations with employees and strengthening their willingness to work harder

and better. (p. 23)

In the United States, the Incident Command System (ICS) isroutindy used. The battaion chiefs
assigned to a 24 hour platoon assignment have the responsibility to train and enforce the proper use of
ICS. ThelCS system provides for efficient and effective deployment of resources and has improved
firefighter safety. “ The safety of firefighter personnd represents the major reason for utilizing the ICS
and establishing divisons and groups.” (Bellevue Fire Department, 1998)  In August, 1997, Fire
Chief magazine published an article that reviewed the reorganizetion of the Edmonton, Alberta
Emergency Services. In Why Should Managers Haul the Mail, the article describes how
reorganization helped their fire department improve emergency operations and training due to increased
contact with the battalion chiefs.
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|CS was used more properly, more routinely and more consistently than it ever had been

inthe past. Thiswasaresult of ongoing training, coaching and positive reinforcement

provided by the battaions chiefs. (Williams, 1997)

In the late 1979's, wildfire devastated parts of Cdifornia. From that event, |CS was devel oped.

ICS calls for resources to be managed in away that does not overwhem supervisors and managers

and improves firefighter safety due to its intringc accountability for on-scene resources (span-of-
control). The Bellevue Fire Department’ s lesson plan on incident command states, “ The number of
divison/groups that can be effectively managed by the IC varies. Normd span of control is3-7, with 5
being the optimum.” (p. 35)

Managing Fire Services, written by Ronny J. Coleman and John A. Granito addressed many
fire servicesissues. Relevant to this research project isits review of span of control.

Span of Contral: In addition to having the unit of command, supervisors need to be assgned a

group that is of manageable sze. That is, each supervisor must have a reasonable “ span of

control”. A person’s span of control is normaly established on the basis of the nature and
difficulty of work, the skills and abilities of the persons being supervised, and the experience and
ability of the supervisor. Normaly, under nonemergency conditions most supervisors are
expected to be able to supervise seven to twelve persons. Under emergency conditions, most

experts recommend limiting the supervised group to three to five members. (page 57)

In 1998, Los Angeles City Fire Captain Mike Dupee tragicdly logt hislife battling amgor
emergency dructure fire. The Los Angeles City Fire Department courageoudy published a
comprehensive sgnificant incident report (Fatality Structure Fire, Incident Number 84) which
explored al aspects of the incident. The report covered items such as incident command, strategy,
tactics, deployment of resources, and discipline. Adequate battalion and command post saffing is
critical during mgor events.

There was dgnificant problems with incident management and control. The IC was
overwhemed with incoming radio messages, fireground activity, and did not receive
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severd critical radio messages. (Factors of Entrapment and Delayed Rescue)

New Federal OSHA (Occupational Safety and Hedth Adminigtration) now require four
members to assemble on the fireground for initid attack. NFPA (Nationd Fire Protection Association)
aso contains language that requires saffing of four prior to interior firefighting. The battdion chief
represents an additional resource to assist in meseting this safety requirement.

NFPA 1500 A-6-4.4

The assembling of four membersfor theinitid fire attack can be accomplished in many ways.

The fire degpartment should determine the manner in which they plan to assemble membersin

ther response plan. The four members assembled for initid firefighting operations can include

an officer, achief officer, or any combination of members arriving separately at theincident. (p.

39)

Many fire departments across the country saff engine companies with three firefighters. Given
the new OSHA reguldions, fire service leaders mugt try innovative ways to meet the intent of the new
standard. Jack Bennett who authored “ The 40 hour Battalion Chief May Be Hazardous to Your
Health” dates, “Chief Bennett believes the fire service mugt utilize the Battdion Chief asa staffing
member of the engine company relating to NFPA 1500 and OSHA rules regarding firefighter safety and
gaffing.” (American Fire Journal. August, 1993)

These research sources support the fact that fire service must carefully evauate the alocation of
battalion chief resources. As key employees in the organization, the battalion chiefs have substantia

respongbility for the accurate communications, development, training and safety of personnd which is

compromised by an excessve spanof-control.
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PROCEDURES
Definition of Terms
ALS Advanced Life Support
BLS Badc Life Support
EMS Emergency Medicd Services
ICMA- Internationa City Management Association
ICS Incident Command System
LRC- Learning Resource Center
NFPA- National Fire Protection Association
OSHA.- Occupationa Safety and Hedlth Association
WAC- Washington Adminigrative Code
Research Methodology

The desire outcome of this research project was to solve a problem in the Bellevue Fire
Department. Battalion Chiefs assigned to a 24-hour platoon operations, manage a 55- person platoon
gaffing nine fire gations, three EM S gtations and paramedic supervisor (MSO; Medica Services
Officer). The span-of-control is excessive due to the intringc needs of employees to communicate,
training requirements, increases in emergency response, personne development, and the time necessary
to accomplish dl that is expected. | nadequate staffing affects organizationd culture and professiona
development which were units of teaching in “ Executive Development” within the curriculum of the
Nationa Fire Academy’s Executive Fire Officer Program and an issue identified by the Bellevue Fire
Department.

Action research was methods were used to develop this research project. Extensive
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literature research was done in gpproximately 25 references on various supervisory, management and
fire department and government practices. Research materids were obtained utilizing resources
contained in the National Emergency Training Center, L.R.C., periodicals, text, literature, field research
documents and published materids from the authors home organization.

Theinterview process to obtain information about battalion chief responghbilities and the /CMA
comparaive cities study was accomplished by face-to-face contact and by telephone. The battalion
chiefsinterviewed al had more than 17 years experience and either have or are currently working in the
operations battaion chief pogtion in the Bellevue Fire Department.

A magor limitation in this research project was the lack of specific subject materia on battalion
chief to company ratios and/or battalion chief to personnd ratios. In addition, Six months to complete
this project was not sufficient to conduct an in-depth and exhaustive research.

RESULTS

Answer to Research Questions

The findings concerning the results of this research project are found in Appendix A in the form
of anew organizationa chart for the Bellevue Fire Department.

Research Question 1: What assgned activitiesresponsbilities for battalion chiefs are consdered

critica but inadequately addressed due to limitations on the battalion chiefs time?

The four battalion chiefs who have or are currently working the Battaion 1 office (24-hour
operations battdion chief) were questioned by e-mail, phone and face-to-face in order to determine
what items were consdered critica and were not adequately addressed due to the limitations on the

battdion chiefstime. The criticd and non-critica items were limited to 10
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each for this research paper.
The fire battdion chiefs congdered the following itemsto be critical: Daily, Dorney, Faghnrich,
Remington (January, 1998)

Incident Command and control at emergencies
Supervison of shift officers (coaching and counsding)
Training assigned companies

Implementing change

Policy enforcement

Monitoring emergency activity

Management of platoon saffing

Continuing Education for battdion chiefs

Coordination and evauation of staff and platoon activities
Policy development

©COoNoOUO~WDNE
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Research indicated that there is not “any choice’ to not do critica functions. What discovered
however, is the acknowledgment that do to the span-of-control, the critical tasks can not be done a a
“superior level”. In addition to battalion duties, there is not capacity for Sgnificant collateral duties.
When collaterd duties and projects are assigned, the time it takes to do the additiond work only
exacerbates the Stuation created by an excessive span-of-control.

The non-critica tasks and responsibilities that were identified by the four baitalion chiefsinclude
the following: Daily et d. (1998)

1 Cdling overtime for unscheduled absences
2. Authorizing compensaied leave

3. Authorizing time trades

4, Asssting company officersin developing policy recommendations and work
practices

5. Duty assgnment schedule

Participation in committees

Outside agency interaction

Assding in budget development
Interaction with other City departments
10. Records review

© oo N
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The above tasks and responghilities trandate into only enough time to meet quarterly training
objectives, evduate company officers performance annudly based on limited information, and
coordination of amyriad of departmenta platoon activities. Because there is limited time to perform dl
the “critical” tasks, the lack of time reduces the effectiveness of the battaion chiefsfor developing
assigned personnd to their full potentid. In a profession that demands perfection, demands teamwork,
and needs public support for its surviva, continued eroson in the soan-of-control isaprecipiceto an
event that may negatively impact afirefighter or citizen.

Research Question 2: How will reorganization into two battalions address the limitations on the

bataion chiefstime?
The current job description for battaion chief outline severd mgor responsihbilities. (City of
Bellevue, 1984) Theseinclude:

1 Direct and coordinate battalion chief staff in fire suppression, emergency medica
and related disagter efforts.

2. Maintain discipline and evauates saff performance.

3. Plans and supervises the training of staff in emergency control; conducts safety
ingpections.

4, Takes command at fire scenes; controls and directs the physical environment
surrounding an emergency scene.

5. Performs other adminigtrative duties such as preparing specid reports, planning
for new equipment and gpparatus, promoting public relations and keeping routine
records.

Research indicates that there are severd advantages to the organization should the Bdllevue Fire

Department reorganize from one to two battalions. These include improved organizationa

communications, enhanced training, and improved firefighter sefety.

Ashighlighted in Effective Supervisory Practices, asgnificant benefit to reorganizing
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from one to two battalions isimproved organizationa communications.

A key to deveoping rdationshipsisto first improve communications, which in turn

improves aleve of understanding and appreciation; and second, provide an atmosphere

that alows members to work together in achieving common objectives. The concept of

“participative management” and the initiation of team building efforts have helped many

organizations provide an environment conducive to the development of relationships that

lead to cooperation and teamwork. (ICMA, p. 57)

A key role for platoon battalion chiefsis to monitor and maintain discipline. The physica
location, number of personnel and stations make frequent contact a significant challenge and regular or
frequent contact not aredity. Christopher Reynolds, Growth: A Parallax View stated, “ The span-of-
control should be limited to the number with whom the officer should and can have frequent contact,
ba anced againgt the need for broad communications in the organization.”

The addition of a second on-duty battalion chief would reduce the span-of-control by 50%.
Improving the span-of-control would enhance organizationa communications. In interviews with other
Bdlevue Fire battaion chiefs, “just having the time to spend with companies and the time to get
everything we are charged to do isa significant chalenge” Remington (persond communication,
January 12, 1998) The possible addition of atenth fire Sation in the near future will only compound the

problem.

The research indicated that fire service organizations are continued to be chdlenged by a
changing workforce. The workforce is more educated, more independent and not afraid to ask
questions (e.g., Why?). Increasing battaion staffing would increase the contact time with assgned
officers and personnd.

Reorganization would increase regular training opportunities with platoon battaion chiefs.

Currently, platoon battalion chiefs are required to train with each company, each quarter
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(four times ayear). There are other training opportunities that occur, but not at the frequency whichis
desired and necessary to ensure employees are fully redizing their potentid. Rotating work schedules,
days off, and details to cover unscheduled absences, demand the opportunity for increased training with
platoon battdion chiefs and platoon personnel.

Platoon battdion chiefs are responsible for training and evaduation of staff. WAC 296-3-5-
05501, Fire Training States:.

(2) All members who engage in emergency operations shall be trained commensurate  with
their duties and responsbilities. Training shdl be as frequent as necessary to ensure al members
can perform their assgned duties in a safe and competent manner but shall not be less than the
frequencies specified in this sandard. Minimum training shdl be as specified in this part.

The Training Division has not received a proportiona increase in saff as the department has
grown. New Federal OSHA safety regulations will increase their current workload. The reorganization
of the fire department from one to two battalions will increase the opportunities for evauation of
assigned companies and personndl.

The increased battalion staff and exposure to supervisory saff will provide additiond training
opportunitiesin areas that have not been stressto date. These include trench rescue, weapons of mass

destruction and other industry changes.

The addition of a second on-duty battaion chief will improve firefighter safety. With fire
company daffing at three members, and the travel distance the current single battalion designed
provides, quicker response times will dlow company officers to be rejoined with their fire company
sooner. Allowing company officers to work with their companies versus filling the Incident Commander
role, will improve company unity, accountability and workplace safety.

A quick arriving chief officer will assgt in increasing the on-scene staff. Newly adopted
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OSHA regulations require four firefighters on-scene prior to interior firefighting. NFPA 1500, A-6-4.4
mirrors the OSHA regulation. Using the battalion chief as the fourth on-scene member is an innoveive
remedy to the new regulation. “...as the incident esca ates, the incident management system should be
utilized to maintain an effective gpan of control ratio 3-to-7. Good sector control = good safety
control.” (NFPA 1500, A-6-1.5{e})

The assembly of four members for the initid fire attack can be accomplishedinmany ~ ways.
The fire department should determine the manner in which they plan to assemble membersin

their response plan. The four members assembled for initid firefighting  operations can include an
officer, achief officer, or any combination of members.

(p. 39)

Additiond battdion gaffing will improve onscene radio communications and span-of-control,
while providing additiond battalion staffing should the organization face busy periods of smultaneous
adarms. In 1998 a Los Angdes City Fire Captain tragicaly logt hislife. A contributing factor in the after
action report identified excessve radio messages to the command post when only one battaion chief
was on-scene without an adjutant or other command post assstance. (Significant Incident Report,
Incident Number 84)

Research Question 3: How are other fire departments of Smilar 9ze and in the immediate area

organized?

A telephone interview was conducted to the fire departments in the immediate area. The fire
departments in the immediate area are organized in asmilar fashion and tend to reflect loca character.
Chart #1 shows that dl fire departments have at least one battalion chief or shift commander on duty,
for fire departments staffing two or more fire stations. One fire department staffing 40 dations, has Six

operation battalion chiefs and one safety battalion on-duty 24 hours a day (Seettle, WA).
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Chart #1
Department Staffed Stations Battdion Chief/ Shift
Commanders on-duty
Sedttle, WA 40 7
Bdlevue, WA *12 1
Eagstsde Fire & Rescue 8 1
Kirkland, WA 5 1
Redmond, WA 6 1
Bothel, WA 4 1
Shoreline (Fire Didtrict 4) 2 1

* Bdlevue Fire Department staffs one paramedic facility at Overlake Hospita and two
paramedic facilitiesin east King County.

Sedttle and Bdlevue have adigtinct central business digtrict with high-rise office buildings and

increased population dendty during the daytime hours. The fire departmentsin the immediate area

experience EMS call volumes that equal gpproximately 75% of their emergency cdl activity.

The author aso researched fire departments that are of Smilar Sze. The author chose to use

cities currently being evauated by the City of Bellevuein an ICMA comparative cities study. Chart #2

provides samples that are municipa fire organizations with a plus or minus 50% of population served.
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Chart #2
City Staffed Stations Batdion Chiefs | Population Traning Divison
Shift Staff
Commanders on-
duty
Lubbock, TX 13 2 194,000 4
San Bernidino, 12 2 183,000 1
CA
LittleRock, AK | 21 4 176,000 5
Reno, NV 10 2 156,000 4
BELLEVUE, 12% 1* 255,000* 2
WA City : 10** City: 1** City: 130,000**
Fullerton, CA 6 1 123,000 1
SantaRosa, CA | 9 1 122,000 1
Gresham, OR 6 1 114,000 1
SantaClara, CA | 10 1 98,000 10
SanMateo, CA | 6 1 91,000 2
* Indicates population served under ALS contracts
*x Indicates the facilities within the City limits and fire contract area

The research indicates thet as fire departments grow in Size, the battaion chief to Sation ratio

decreases. It appears with few exceptions, that five to Six stations per battaion chief isthe norm. While
not included in the graph, travel distance and the battalion chief schedule impacts the level of on-duty
chief officer gaffing (e.g., Santa Clara; battalion chiefs work a 40 hour week on 24-hour call back and
a Captain manages the stations overnight; and Fullerton, CA. with a 22 square mile area of coverage).
The decision on how to alocate on-duty battalion staffing can include geographic consderations, travel
distances between stations, emergency cdl load and
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organizationd preference.
DISCUSSION

The Bdlevue Fire Department has experienced tremendous growth over a 20 year period.
When the organization was established in 1965, there was one fire station with three members and one
battalion chief on-duty. When the organization began, there was sgnificant focus on training and the
development of its personnd, and the span-of-control was excessve. Over the years the Bellevue Fire
Department has gained tremendous community support for their efforts and the community expects that
the department will continue to deiver high quality services. In arecent survey, “Responding to firesis
not only the most important service to residents but aso the one with which they are most satisfied.”
(Gilmore, 1996)

In 1999, the department has nine fire Sations, three EM S stations, with till only one battalion
chief on-duty. The battalion chiefs remain the key member on the platoon and are acriticd link with fire
adminigtration for communicating gods and objectives, prescribing work practices, soliciting feedback
on performance and devel opment of personne under their command. A tenth fire Sation is under
discusson and a study is planned in 2004. In addition, the training divison sill has only two uniformed
daff (the same as when the department had three fire sationsin 1972).

The human resource in any fire department represents a commitment of 85% to 90% of a
typicd fire department budget. This makes the personnd resource not only the most expensive, but the
most important resource the department has, and the leve of supervison and management should be
proportiond for effectiveness.

Communicationsin any organization is criticd. The fire department operations chiefs are
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key individuds in facilitating communications in the organization. Managers, even in private industry and
public sector organizations who have accessto their supervisors and employees on adaily bass, suffer
from inadequate organizationa communications. Fire service organizations working a three or four
platoon schedule, in multiple satellite locations, have a communications problem exponentid in scope.

“Battdion chiefs are responsible for managing, training and evauation of fire resources assgned
to their battdion.” (Belevue Fire Department, Standard Operating Procedures) In Growth: A
Parallax View, the author wrote:

The entire fire control organization exigts for the purpose of controlling and extinguishing

fire, providing rescue services and performing other related duties to prevent fire. All

command and adminigtrative personnd exigt for the main purpose of supporting field

operations through directing, coordinating , and evauating the effective use of thefire

company. A lack of understanding of this relationship often leads to ineffective effort,

decrease in morde, and a genera reluctance to participate in ameaningful and

professona manner. (Reynolds, 1993)

Fire Department battaion chiefs are responsible to “plan and supervise the training of staff in
emergency control; conduct(s) Smulated exercises, conduct safety ingpections.” (City of Bellevue,
1984) With an excessive span-of-control, atraining divison with inedequate daffing and new OSHA
mandates months away from implementation, the responsibility for training is daunting. The organization
would benefit tremendoudy reorganizing from one to two battalions due to the reduced span-of-control
for fire department battalion chiefs, which would increase the amount of training time and opportunities
for personnd.

The Safety Standards for Firefighters, Chapter 296-305, WAC coverstraining of emergency

personnel and dates.

(1) All members who engage in emergency operations shdl be trained commensurate
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with their duties and respongilities. Training shal be as frequent as necessary to ensure

al members can perform their assigned dutiesin a safe and competent manner but shal not be
less than the frequencies specified in this standard. Minimum training shdl be as specified in this part.

Battdion chiefs are key membersin managing change. Because safety is such an important
component of day to day operations, motivating employees to further their knowledge in a tremendous
respongbility, especidly in an occupation that is changing dl the time.

It isimportant that you encourage employees to learn more about the work they do, that

you train them in new ideas and new methods, and that you help them keep up with new

developments and to understand that new developments can change the nature of ajob or

do away with it entirdly. Beyond that it isimportant for you and for them to understand  that
change is normda-especidly-today-and may be avery good thing. (ICMA. p. 19)

Asthe City has grown, the battaion chief regponse area has grown to gpproximeately 45 square
miles. “The safety of firefighting personnd represents amaor reason for utilizing and establishing
DivisongGroups.” (Bellevue Fire Department, /CS Lesson Plan) The battdion chief plays asgnificant
role in establishing work areas at magjor emergencies. More often than not, engine or truck companies
arefirst on-scene and initiate ICS.

Effective command and control must be maintained from the beginning to the end of

operations, particularly if command istrandferred. Any lapse in the continuity of

command and the transfer of information increases the risk to firefighters.

(OSHA, A-6-1.5)

A growing workload has negatively impacted the operations battaion chiefs. They arein asense
“maxed out”.The excessive spanof-control for battalion chiefs requires that work be done morein a
“reactive mode’ rather than a“planning mode’. Managing Fire Services, by Ronny J. Coleman &

John A. Granito states:

Span of Control: In addition to having the unity of command, supervisors need to be
assigned agroup that is of manageable Sze. That is, each supervisor must have a
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reasonable “span of control”. A person’s span of control is normally established on the basis of
the nature and difficulty of work, the skills and ahilities of the personsbeing supervised, and the
experience of the supervisor. Normally, under non-emergency  conditions most supervisors are
expected to be able to supervise seven to twelve persons. Under emergency conditions, most
experts recommend limiting the supervised groupto threeto five members. (p. 57)

Part of the growing workload is the assgnment of projects and collaterd duties. If each
battalion chief was responsible for a smaler number of fire stations or companies, there may be capacity
to ass s upper management (Deputy Chiefs) with other mgor collaterd duties. Examples may include
the Hazardous Materids Team, Technical Rescue, Dispatch Center Liaison and the Y outh Explorer
Post.

“Leadership dways has and dways will be based upon interpersonal and mutua respect. Itisa
one-to-one, face-to-face, heart-to-heart rlationship.” (Talon, 1996) Face-to-face contact is critica.
Long distance supervision over along period of time can become superficid and ineffective, but is often
required due to the workload, travel distance and time congtrains.

The ICMA wrote, “In alarge organization workers often fed like smdl cogs on alarge whed
and they need alarge dose of recognition and responsbility to help them fed important.” (Effective
Supervisory Practices) At the heart of every organization are the personnel that makeit up. “A
subordinate/supervisor relationship is necessary to function effectively during emergency operations. It is
aso important during daily operations among stations and teams of personnel.” (Coleman & Granito,
Managing Fire Services)

Excessive span-of-control impacts the battalion chiefs ability to monitor and develop assgned

employees. The role of management is not only to oversee the delivery of essentid services, but to aso

prepare individuas to oversee and manage the department in the future.
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While it remains the chief executives responsbility to mativate top management, the

assistant deputy or battaion chiefs should, in turn, influence middle management

personnel by providing them with an environment in which they can achieve great

influence, both upward and downward, and in which they can become key implementors

and communicators.

Middle management personnd, in turn, are responsible for increasing opportunities for

nonmanageria employees to participate in the change process. Nonmanagerid employees

should be fully advised asto the details of the contemplated change, the reasons for the change,
the expected dterations in the work program, and the advantagesto be gained throughout the
organization. (Coleman & Granito, Managing Fire Services)

The reorganization of the Bellevue Fire Department from one to two battalions would result in
improved firefighter safety. The second battalion chief would provide additiona on-scene command
staff, back-up battdion gaff during high activity periods and smultaneous multi-company incidents, and
aquicker response to emergencies, which can augment onscene staffing and incident command.

In 1998, aLos Angdes City fire cgptain was killed while battling a sructure fire. During the
initia stages, the first arriving battalion chief was overwhdmed with criticd radio treffic. (Fatality
Structure Fire, Incident Number 84) The addition of asecond battaion chief in the Belevue Fire
Department would help to reduce the chances of this occurring. In addition to improving command, the
second battalion chief would reduce the reliance on scarce engine company personnel for command
post functions.

All but three engine companies in the City of Bellevue are staffed with three members. NFPA
1500 now requires four firefighters on-scene prior to interior firefighting. The battaion chief, while not
idedl, can represent one of the four on-scene members when the need arises.

The assembling of four membersfor the initid fire attack can be accomplished inmany  ways.

The fire department should determine the manner in which they plan to assemble their response
plan. The four members assembled for initid firefighting operations can
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include an officer, achief officer, or any combination of members arriving separatdy a  the
incident. (NFPA 1500, A-6-4.4)

The Incident Command System represents the single most important factor to the safety of
firefighters and managing on-scene fire resources. A reorganization in the Edmonton, Alberta
Emergency Services Department, which increased the amount of time battalion chiefs spent with
companies, hasyidded positive results. In Why Should Managers Haul the Mail, by B.E. Williams,
Ph.D. he wrote:

|CS was used more properly, more routinely and more consstently that it had beenin the

past. Thiswas aresult of ongoing training, coaching and pogitive reinforcement provided

by the battaion chiefs.

The Bellevue Fire Department battalion chief to station ratio is excessve when compared to
most organizations in the immediate area. Most battalion chiefs oversee the resources assigned to six or
seven daions. In areview of cities with populations of 91,000 to 194,000, which are cities identified in
alCMA compardtive cities sudy with the City of Bdlevue, five to seven sations for each chief isthe
norm. It was aso discovered thet as the Sze of the organization increased, the ratio of Sationsto
battalion chief decreased. The research indicates that the Bellevue Fire Department with resources
assigned to 12 facilities warrants careful review <o that battalion chiefs can redize and develop the fulll

potentia of the employees under their command.

The research has reveded that a single battaion chief with the repongbility to oversee
resources in nine fire ations, and EMS resources in three other facilitiesis excessive. Asthe key
individud in managing the human resource for implementing change, development of personnd, training
and the critical link between upper management and line personnd, 12 facilities exceeds a reasonable
gpan-of-control and resultsin the department losing opportunities to explore and



35
implement additiona service opportunities.

The number of resources under the command of one battaion chief is at a point where
performance isless than “superior”, than if the spantof-control was Sx to one, due to the volume of
work associated with the personnel. In a profession that is responsible for protecting human life and the
community, that demands perfection and requires public confidence and support to do so, adequate

battdion staffing is abasic need.

RECOMMENDATIONS

The Bdlevue Fire Department has entered a time period when the community expects high
qudity emergency services from its professiond firefighters. The human resource, which accounts for
about 85% to 90% of the fire department budget, and which ddivers the service a the Street leve,
deserves to be managed in an effective way.

It is evident that adding staff goes againgt the grain of todays paliticd climate (“more with less’),
and certainly the one in Bellevue. However, as emergency calsincrease, federa mandates promulgate,
and the workforce changes, the commitment of resources to “ support the resource” will pay dividends.

This research paper has identified key areas of responghilities that need attention. When afire
department with one battalion chief, has nine fire sations and three EM S gations, the performance is
less than superior. The respongbilities for communications, training, development and oversight is
excessve.

With these factsin mind it is recommended that the following reorganization be completed:
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1 Reorganize the Bellevue Fire Department from one to two battalions. The responsible
supervision of paramedic saff remains unchanged (EM S Divison), but the chain of
commeand for operationa issues will be through new Battalion 2.

Battalion 1: Battdlion 1 will be responsible for the resources assgned Fire Station 1, Fire
Station 3, Fire Station 5 and Fire Station 6. Medic 1, which resides in the new Battalion 1
would continue to report to the MSO, which is housed at Fire Station 2. Thiswould
maintain the current reporting structure of al paramedic personnd with the MSO.

The dlocation of companies to Battaion 1 was based on population, dengity of multi-  family
and high-rise office buildings, staff and cal volumes associated with the Sations as compared to
Battdion 2. In addition, Fire Station 6 houses the hazardous materials  unit. Should Fire Station 10 be
opened in the future, it would be assignedto the 1st  battalion and Fire Station 3 would be moved to
2nd battalion.

The response boundary for Battaion 1 will be the currently authorized firgt-in didricts of
Fire Station 1, Fire Station 3, Fire Station 5, Fire Station 6 and Fire Station 7.

Battalion 2: The new Battalion 2 would be responsible for the resources assigned to Fire
Station 2, Fire Station 4, Fire Station 7, Fire Station 8, Fire Station 9 and the paramedic
quarters through the MSO (Medic 1 at Overlake Hospital, Medic 3 a North Bend, WA.
and Medic 14 in Issaguah, WA..). Should the MSO be relocated to Overlake Hospitd, the
paramedics would be moved to the 1<t battaion.

The dlocation of resources was based cal volumes, staff and the concentration of multi-
family and angle family residences. Fire Station 4'sfirgt-in ditrict does contain
ggnificant retail, commerciad and severd high-rise buildings. At thistime, Station 7
(Lightforce 7) provides the technical rescue support for the entire department.

The response boundary for the new Battalion 2 would be the currently authorized fird-in
digtricts of Fire Station 2, Fire Station 4, Fire Station 8 and Fire Station 9. Battdlion 2 would
be housed at Fire Station 9 until the remodd at Fire Station 2 iscompleted in -~ 2001.

Runcard Assignments: The current runcard assgnments that alocate resources would

remain unchanged. On dl full assgnments, both battalion chiefs would be notified, but  only the
firg-in chief would be required to respond depending on the nature of the cal.
2. Increase the number of Battdion Chiefs

The addition of anew battaion will necessitate the hiring of three new battdion chiefs. What is
now a span-of-control of one chief to twelve stations would be reduced.
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ReaultyEvduation

Aswith any change, on-going evauation for effectivenessis required. It is evident by this
research paper that asingle battalion model for twelve stationsis excessive for proper
overdght, development and training of personnel. However, the capacity of atwo
battalion model for collaterd duties should evauated and consdered. Currently the two
deputy fire chiefs have an excessve amount of work to do, and little or no option for
delegation for mgor work programs.
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